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I. INTRODUCTION Y 


The Balanced Budget and Emergency Deficit Control Act of 1985 
was signed by President Reagan on 12 December 1985, and, along 
with a resolution raising the ceiling on the National Debt to 
$2,078,700,000,000 and a separate resolution condemning the 
murder of Leon Klinghoffer aboard the MV Achille Lauro, became 
Public Law 99-177 [Ref. 1]. The law has since become popularly 
know as "Gramm-Rudman”" in honor of its two principal Senate 
sponsors, Phil Gramm, (D-TX), and Warren Rudman (R-NH)~“ 

After tne rhetoric on the merits and demerits of forced deficit 
reduction, after the predictions of gloom and doom if this or that 
legislation is passed or defeated, and after the mandates to reduce 
spending have filtered down through the agencies, to the 
departments, and ultimately, to an activity'’s financial manager, 
then and only then is the Herculean task, that of reducing the 
budget without crippling the organization, begun. Financial 
managers at the operating level are the ones who must ultimately 
wrestle with reduced resources and provide the means to 


accomplish more with less.“ 


A. THE THESIS’ 
This thesis examines the manner in which a group of 


Department of Defense financial managers coped with abrupt 
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planning may provide a useful psychological crutch. [Ref. 11:pp. 
52-56] 

A viable strategic plan is instrumental in controlling the 
ramifications of retrenchment. If retrenchment cannot be 


controlled, the organization is caught in a vicious cycle: 
e first round of programmatic cuts 


¢ most talented personnel get discouraged and leave the 
organization 


® productivity is reduced 
® additional funds become hard to obtain with less productivity 
® a second round of cuts follow, and cycle repeats 

The key to controlling retrenchment 1s to break this cycle by 
quickly reaching a new level of organizational equilibrium. 
Management must set up the goals for the smaller organization, 
then plan on how to get to that size. The new plan, and strategy 
to achieve it, must match the revised role of the organization with 
the expected level of resources. The smaller size of the resultant 
organization doesn't necessarily mean the prime mission 1s 
accomplished any less well. It may just mean that only the 
prime mission is now undertaken. [Ref. 14:p. 617] 

Cutting back on a program necessitates cutting back on the 
organization's purpose. Cutting back requires sacrifice. Only a 
sense of purpose makes sacrifice worthwhile. If the purpose of an 
organization Is being curtailed, it is all the harder for its members 


to sacrifice. [Ref. 14:p. 618] An explicit strategy can provide a 
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sense that the organization has at least some control over its 
destiny, and hence, raise the morale of the organization by clearly 
defining its new purpose. [Ref. 11:p. 80] 

While there is no shortage of theories or guidelines for cutting 
back, successful cutback management inevitably proves more 
difficult to implement than to read or write about. Managers in 
California found this to be the case when trying to cope witn the 
limited resources following the passage of Proposition 13. There 
are, however, valuable lessons to be learned about the difficulties 


of really cutting back by studying the California experience. 
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to fund current services programs. [Ref. 2?:p. 47] In Los 


Angeles, 20% of the capital improvement funds for streets were 


diverted to maintenance programs between 1978-1983 [Ref. 20:p. 
15). 

Politics were usually more important in determining the size of 
cuts to police and fire departments. Although in many cases the 
police and fire stations were more heavily manned than other 
departments, clientele pressure, strong union organization, and 
stringent conditions in the state's bailout programs protected most 
police and fire departments from experiencing meaningful cuts. 
When departments were cut, law enforcement duties were assigned 
to officers from the services divisions. In some cases, 
administrative duties were contracted out. In other cost cutting 
measures, officers were given additional responsibilities to make up 
for manning shortfalls. Treatment of fire departments proved 
similar. 

The most immediate service reduction following Proposition 13 
occurred in education. Many schools in southern California 
immediately cancelled summer school, and cut the salaries of 
clerical staff during the summer months. In general, schools 
tended to eliminate the peripheral programs. In addition to 
Summer school, adult classes were also cut while most schools 
were able to maintain the quality of their normal classes. 

General and administrative expenses also proved tempting to 
budget cutters. At first, communities deferred expenses, reduced 
secretarial staffs, drew on surplus funds, and left jobs vacant 
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VI. CONCLUSION VY 


The reaction to the Gramm—-Rudman mandated FY-86 budget 
cuts by the financial managers surveyed was similar in many 
respects to that theorized in the literature and demonstrated in 
California following cuts imposed by Proposition 13. The most 
difficult hurdle to clear when cutting back is reaching the 
realization that the requirement for the cuts is long term, and 
that cuts into the budgetary base first, have to be made, and 
second, will not be restored. Organizations must understand that 
the reason for cutting back is not to save money during the year 
in question, but to pare the organization down to a level which 
can be supported with a reduced stream of resources. / 

As has been seen in both California, and now, within DOD, 
reaching this realization is difficult. Though some activities have 
been successful in reaching the final stage of recognition, most 
have not. The August “bail-out” referenced by many respondents 
exacerbated the already difficult process of acceptance. Asa 
result, many managers and their activities still view the impact of 
deficit reduction on their budgets as another crisis which will be 
weathered with help coming from higher authority when things get 
tight. 7 
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A. A COMPARISON OF RESPONSES “ 

By comparing the responses of managers to Proposition 13 and 
to Gramm-Rudman it may be possible to judge the ultimate 
outcome of the Gramm-Rudman deficit reduction process. Key 
areas which can be compared are the planning and decision 
rnaking processes, inter-organizational communications, 
relationships with higher authority, and of course, how the people 
involved dealt with each fiscal crisis. By looking at each element, 
a broad understanding can be reached as to where, after a year of 
Gramm-Rudman, the DOD activities stand, and which areas need 
emphasis Wf tne activities are going to weather the deficit reduction 
storm.v 

DOD managers appear to be more aggressive in their 
commitment to financial planning than their counterparts in 
California. As has been noted in California, many planning staffs 
were quickly cut since they were not directly involved in providing 
services to the public. The DOD managers surveyed indicated that 
planning staffs had been cut in very few cases, and that while the 
size of the staffs had seldom been increased, there was significant 
interaction between the planners and the line managers. The 
importance of planning cannot be understated, especially when 
faced with the prospects of extended budget reductions. 

The necessity of frequent and substantive communications are 
essential to effective cutback management. The city of Oakland, 


in particular, excelled in communicating the impact and extent of 
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Proposition 13 to its populace. Oakland's managers, by attending 
to this key management function were able to frame expectations 
with a realistic appraisal of the impact on local government and 
services. In contrast, other California municipalities, by failing to 
adequately inform their citizens of the scope of the cutbacks, left 
their populations with the belief that Proposition 13 would only 
Loututhewiadeies 

Unfortunately, communications to the DOD activities surveyed 
regarding the FY-86 Gramm-—Rudman cuts and guidance 
concerning FY-87/88 were not considered very effective. Most 
managers were dissatisfied with both the level and the timeliness 
of the information received. The California experience validated 
the hterature in that effective communications are essential not 
only for cutback planning but for execution as well.” 

Both California managers and those surveyed agreed that the 
decision making process is more difficult during periods of fiscal 
austerity. Managers from both groups commented on the stresses 
involved in decision making and how much more important it is to 
make the “right” decision when scarce resources are in great 
demand’ 

The overwhelmingly popular strategy of deferring maintenance 
surfaced in both California and amongst the activities and 
managers surveyed. While managers complained of roads decaying 
in California, DOD managers were concerned with aircraft hangers 


falling while the planes were still flying. It must be noted, 
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however, that deferring maintenance is clearly a ternporary 
solution for short term savings. If this strategy persists it will 
yield dire results, both in decreased readiness and in expenses to 
correct.” 

While cutting at the margin was initially popular in California, 
most California managers quickly realized that marginal cutbacks 
would only go so far in meeting reduced, follow-on budgets. While 
marginal cuts clearly predominated as the stratesy to meet the 
FY-86 Gramm-Rudman cutbacks, there is a growing awareness 
among the DOD managers that marginal cuts will not suffice in the 
future. Although most indicated their approach to meeting the 
expectantly lower FY-87 budget figures would still include cuts at 
the margins, there is clearly a realization that the margin is 
getting too thin in many areas to sustain additional cuts. As 
deficit reduction continues through the end of the decade, hard 
decisions will inevitably have ton made regarding vertical cuts of 
entire programs/categories to achieve the necessary savings. It 
happened in California and it will happen in DOD. ~~ 

As could be expected, while strategies for cutting in California 
and DOD were very similar, so too, were the areas which were 
protected from the budgetary axe. Both mission operations’ 
categories and those organizations providing public services were 
usually the last cut./ 

Great pains were also taken to insulate personnel to the utmost 


extent possible in both situations. Though a certain number of 
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personnel lost their jobs as a result of Proposition iS and, Grane 
Rudman, hiring freezes were employed in both California and 
among the activities surveyed to cut personne! cost while allowing 
those already on the job to rernain at work. Similarly, manazers 
from both areas expressed their concern for the longer range 
consequences of the freeze.” 

A classic consequence of cutting back, loss of autonomy, was 
experienced at the local government level in California and by thz 
DOD activities surveyed. The movement toward centralization was 
greater in California due to the formalized requirernents which 
accompanied the state's “bailout” funds. DOD organizations wer2, 
by no means, exempt. Mangers commented now decisions 
affecting operations were now being bumped up to higher 
authority, and a majority stated that both guidance received from 
and reports to higher authority had increased since Gramm- 


Rudman became law.” 


B. THE BOTTOM LINE AND RECOMMENDATIONS 

After facing Gramm-Rudman and deficit reduction for less 
than a year, DOD activities have made a start toward effective 
cutback management. The process remains evolutionary. The 
literature insists the way to cut back is by accepting the long term 
nature of the cuts, and formulating strategies based on quickly 
getting the organization down to a supportable size. Meanwhile 


human nature, being what it is, attempts as long as possible, to 
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hold on to the old organization, to maintain the status quo. The 
marginal cuts and the underlying belief that help is on the way 
clearly indicate that the DOD activities surveyed are stil! holding on 
to the old, and have not yet fully committed to achieving a 
leaner, more supportable organization. It will take time, and the 
shock of the ever increasing differences between the budget 
expected and the budget approved will eventually force the issue.v 

The transition will occur. Management must be sensitive to 
the inertia present and take steps to promote the rapid transition 
to an organizational size and scope consistent with the budget 
available for its support.“ 


Emphasis needs to be directed toward: v 


e Enhancing communications to the activity level by paying 
particular attention to ensuring timely, consistent, and 
accurate information flows to the managers who have to 
execute the cuts.” 


e Implementing vertical (program or specific activity) cuts. 
After a point, which may already have been exceeded, 
marginal cuts will no longer suffice. Activities must make 
the difficult decisions and eliminate entire programs to 
achieve a level of operations which will be supportable -~ 


® Eliminating short term cutback strategies such as deferral of 
maintenance and across the board hiring freezes. Both of 
these strategies are counter—productive over the long run. If 
allowed to persists, an organization will quickly find both its 
physical plant and its labor force old and run down. And 
finally; “ 


e Regaining organizational credibility regarding the necessity for 


cutting back. Regardless of the outcome of the FY- 
87 Appropriations Act, activity managers will expect another 
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end of year bailout. Until management at the activity level 
is convinced that the requirement for cutting back is real, 
organizational inertia to cutback managernent will remain 
insurmountably high.” 


While this study of responses to Gramm—Kudman proved 
fascinating, there is still much left to do. Alinough FY-86 seemed 
a key year to study the effects of deficit reduction, the reponses in 
FY-87, when marginal cuts may no longer be viable alternatives, 
could provide even more insight into the process of cutting back. 

A separate topic would be to observe the “learning curve” of 
cutting back; how lessons learned have been applied fromm FY-865 to 
FY-87. The process of allocating cuts within various budget 
categories or among organizational levels would prove useful in 
understanding the decision making and priority setting processes of 
upper management. Finally, a study of the continuing impact of 
cutting back on DOD employees is required. Theory states that the 
most gifted workers will leave an organization which is cutting 
back. Though in general the top performers stayed with their 
activities in FY-86, their flight may have been delayed by the 
belief that the FY-86 cuts were "business as usual." Will this 
attitude persist as deficit reduction continues? “ 

In looking at cutback management and the responses to 
Proposition 13 and Gramm-Rudman certain themes persist. 

During the early stages of this study, it seemed hkely that 
parallels could be found between the specific strategies employed by 
the Cahfornia managers and those implemented by their DOD 


counterparts. The results of the study were expected to focus on 
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how this or that activity deferred maintenance, let the roads and 
grounds deteriorate to save operating funds, or became more 
dependent on the decisions of higher authority. All occurred and 
were reported. However, in aggregating the responses to the 
Gramm-Rudman Questionnaire, it became apparent that there was 
IMOLe . 7. 

A strong underlying current of uncertainty exists regarding the 
ultimate result and impact of Gramm-Rudman. The FY-86 cuts, 
and the prospects of continued cuts are certainly acknowledged, 
but the activities concerned have not yet grasped the impact of 
continued ont on their size and method of doing business. If the 
momentum behind deficit reduction remains strong, cuts into the 
budgetary base will demand a reduction in size and scope of 
operations. The activities will have to change to meet their new 
levels of resources. They cannot continue to conduct business as 
usual, or even do marginally less than usual. The activities 
concerned, their clientele, and most importantly, their seniors in 
the chain of command have to realize this fact of fiscal hfe. Until 
this realization occurs, the hard decisions necessary to optimize 
operations at reduced funding levels will be delayed./ 

The challenge of deficit reduction under Gramm-Rudman is 
real and will not retreat. Leadership, vision, communications, 
and credibility are required to overcome the resistance to 
organizational change and move toward a level of operations which 


can be supported with available resources. VY 
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APPENDIX 


RCS OPNAV 7100-2 


GRAMM-RUDMAN QUESTIONNAIRES 


BRANCH OF SERVICE 
FY-86 OPERALINGSBUi GET 


1. THE IMPACT OF THE FY-86 GRAMM-RUDMAN CUTS ON YOUR 
ACTIVITY HAS BEEN: 


aaa 
ae 
eee, 
eee 
SEE 
eee), 


SIGNIFICANTLY POSITIVE (A REAL BENEFIT) 
POSITIVE (WE WERE ABLE TO "CUT THE FAT") 

NO IMPACT (BUSINESS AS USUAL) 

NEGATIVE (WE LOST SOME GOOD PROGRAMS) 
SIGNIFICANTLY NEGATIVE (HELP! ! ) 

WE GOT BY THIS YEAR, BUT WE CAN'T SUSTAIN AT 
THIS LEVEL 


pe. AS A RESULT OF THE CUTS MANDATED BY GRAMM-RUDMAN, 
THE AG ies: 


SS 2 


ee |) 


ae 


ee 


ae 


MANAGEMENT HAS IMPROVED AND OPERATIONS HAVE 
BECOME MORE EFFICIENT 

OPERATIONS HAVE BECOME LESSiar stat 7 i 
OPERATIONS HAVE BEEN REDUCED, BUT THOSE 
FUNCTIONS WHICH ARE STILL BEING CARRIED OUT ARE 
BEING DONE BETTER 

OPERATIONS ARE BEING MAINTAINED AT PREVIOUS 
LEVELS, BUT CANNOT BE SUSTAINED 

THERE HAS BEEN NO IMPACT ON EITHER MANAGEMENT 
OR OPERATIONS 
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3. HAVE REQUIREMENTS BEEN ___. IN ORDER TO KEEP 
OPERATING BUDGETS WITHIN REVISED LEVELS? (CHECK AS MANY 
BOXES AS APPROPRIATE) 


A. 
er a 


DEBETED 
REDUCED 


DEF eRRED 
NONE OF THE ABOVE 


eer oo 
Bienes. /li) 


4. IF MORE THAN ONE BOX WAS CHECKED IN THE PRECEEDING 
QUESTION, WHICH ONE TECHNIQUE OF THOSE CHECKED REPRESENTS 
YOUR ACTIVITY'S "PRINCIPAL STRATEGY?" 


___ A. N/A 

See 8: DELETED 

eee C REDUCED 

eee DEFERRED 

meets! 8 NO TECHNIQUE COMINATED 

5. HAVE ANY PROGRAMS WHICH WERE INITIALLY REDUCED BEEN 

REINSTATED? 

eo YEO 

= ee NO 

6. IF PROGRAMS WERE REINSTATED, THEY WERE DONE SO DUE 

Oo : 

pee fh, CUTS NOT BEING REQUIRED TO MEET REVISED 
OPERATING BUDGETS 

ee OPERATIONAL IMPACT TOO SEVERE 

een PRESSURE FROM CLIENTELE 

eee) OTHER 


7. HAVE REDUCTIONS AT YOUR ACTIVITY RESULTING FROM 
GRAMM-RUDMAN CONSISTED OF: 


= ee 
i oem 
See wsiaving Oy 
cae Bp 


SHORT TERM CUTBACKS 

LONG TERM CUTBACKS 

MIX OF BOTH LONG AND SHORT TERM CUTBACKS 
NO CUTBACKS 
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8. HAVE GRAMM-RUDMAN MANDATED CUTS FOCUSSED: 


__ A. AT THE MARGIN OF ALL/MOST PROGRAMS 
—___ B. AT THE MARGIN OF SELECTED PROGRAMS 
peer me Os AT ELIMINATING ENTIRE PROGRAMS 


2). WHAT DEGREE OF DISCRETION DID YOUR ACTIVTY HAVE IN 
IMPLEMENTING FY-86 CUTS? 


—___ A. NO BUEAIBIEDIY, ALL CUTS gee coin ie 
—____ B. = DISCRENMON WTI ACT Ty = eawer. 
eee, DISCRETION WITHIN SUB-ACTIVITY GROUPS 
—__ D. = DISCRETION WITHIN FUNCTIONAL CATEGORIES 
eee oF DISCRETION WITHIN EXPENSE ELEMENTS 


10. IF YOUR ACTIVITY WAS GIVEN LATITUDE IN IMPLSMENTING 
A HIRING FREEZE, WAS [abaieeeZ 


.___.. A. APPLIED ACROSS THE BOARD 

—_._. B. APPLIED 10 Sabeeiry ee 

eres OF NO HIRING FREEZE HAS BEEN IMPLEMENTED 
— = YD: ~ “Olgas 


114. WHAT EFFECT HAVE THE GRAMM-RUDMAN FY-86 CUTS HAD 
ON PERSONNEL ATTRITION? 


———- A, Vater 
—— B. “STAYED ies. ie 
ar. DECREASED 


12. SINCE 01 MARCH, HAVE THOSE CIVILIAN PERSONNEL WHICH 
LEFT YOUR ACTIVITY BEEN? 


—___ A. AMONG THE SOPsPeR ee iene 

—___ B. AVERAGE PERe@niiae 

—___C. © AMONG THE LOWER PERFORMERS 

—___ D. A MIXTURE OF PERFORMERS WITH NO DISCERNIBLE 
PREDOMINANCE | 
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153. WHICH OF THE FOLLOWING PHRASES BEST CHARACTERIZES 
YOUR ACTIVITY’S APPROACH TO THE FY-86 CUTS, AND THE 
OVERALL DEFICIT REDUCTION MOVEMENT? 


——__ A. MJREATING THE "CRISIS" AS ROUTINE 
2 oun oF ATTEMPTING TO SURVIVE THE CURRENT SHORT TERM 
"CRISIS" WHILE HOPING FOR RELIEF OVER THE LONG 
TERM 
ee GC. COMING TO GRIPS WITH GRAMM-RUDMAN AS A 
_ LASTING FACTOR INFLUENCING BUDGETING 


14. DURING THE INITIAL DECISIONS ON WHERE TO IMPOSE CUTS, 
WERE THE MISSION OF YOUR ACTIVITY AND ITS MANDATED 
FUNCTIONS REVIEWED? 


See LY 
males oy NO 


15. IF A REVIEW WAS CONDUCTED WERE THE RESULTS OF THE 
REVIEW USED IN DERTERMINING WHICH AREAS TO CUT? 


Sea. SES 

emer 8 IN MOST CASES 
see OF IN SOME CASES 
eae Be NO 


QUESTIONS 16-23 PERTAIN TO FY-86 GRAMM-RUDMAN BUDGET 
CUTS. THE QUESTIONS ARE DESIGNED TO PINPOINT HOW CUTS 
WERE PRIORITIZED, FIRST BY FUNCTIONAL AREA, AND THEN BY 
EXPENSE ELEMENT WITHIN EACH AREA. 
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16. PLEASE INDICATE THE ORDER IN WHICH CATEGORIES WERE 
CUT WITH A 1, 2,3, ETC IN 7 IRE AbUAGCE NT ee in 


MISSION OPERATIONS 

ADMINISTRATION 

MAINTENANCE OF MATERIAL 

BASE SERVICES 

MAINTENANCE OF REAL PROPERTY (MRP) 
UTILITY OPERATIONS 

SUPPORT CATEGORIES 

ALL CATEGORIES WERE CUT 

OTHER (PLEASE SPECIFIY) 


17. IF MISSION OPERATIONS WERE CUT, WHICH OF THE 
FOLLOWING EXPENSE ELEMENTS, WITHIN THAT CATEGORY WERE 


CUT? 


CIVILIAN PERSONNEL 

TRAVEL OF PERSONNEL 

UTILITIES AND RENT 

PURCHASED EQUIPMENT, MAINTENANCE 

PRINTING AND REPRODUCTION 

PURCHASED SERVICES 

SUPPLIES 

EQUIPMENT 

DIFFERENTIATION WAS NOT POSSIBLE, ALL ELEMENTS 
CUT 
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18. IF ADMINISTRATION WAS CUT, WHICH OF THE FOLLOWING 
PeewnNoe ELEWIEINIo, WilnlN THAT CATEGORY WERE CUT? 


ee 2) VIAN PERSONNEL 

=. \ TRA ee OF PER S@Hiner 

— UTILITIES AND RENT 

— PURCHASED EQUIPMENT, MAINTENANCE 

— PRINTING AND REPRODUCTION 

— PURCHASED SERVICES 

— DUPE S 

— EQUIPMENT 

— ~ DIFFERENTIATION WAS NOT POSSIBLE, ALL ELEMENTS 
CUT 


19. IF MAINTENANCE OF MATERIAL WAS CUT, WHICH OF THE 
FOLLOWING EXPENSE ELEMENTS, WITHIN THAT CATEGORY WERE 
CUT? 


— CIVILIAN PERSONNEL 

— TRAVEL OF PERSONNEL 

SU EMES Alin a aie 

— PURCHASED EQUIPMENT, MAINTENANCE 

— PRINTING AND REPRODUCTION 

— PURCHASED SERVICES 

Wet S 

See eee MENT 

— DIFFERENTIATION WAS NOT POSSIBLE, ALL ELEMENTS 
CUT 
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20. IF BASE SERVICES WERE CUT, WHICH OF THE FOLLOWING 
EXPENSE ELEMENTS, WITHIN THAT CATEGORY WERE CUT? 


_. CIVILIAN PERSONNEL 

— TRAVED CP PaESenNeE 

—  UTILMIES SA eee 

—_. PURCHASED EQUIPMENT, MAINTENANCE 

— PRINTING AND REPRODUCTION 

—  PURGHASED see 1825 

— SUPPLIES 

— E@GUIPMEE 

—..—s—sSW#&PIFFERENTIATION WAS NOI POssIERG sb rl aiieiis 
CUT 


21. IF MRP WAS CUT, WHICH OF THE FOLLOWING EXPENSE 
FLEMENTS, WITHIN THAT CATEGORY WERE CUT? 


— CIVILIAN PERSONNEL 

— IRAVEL OF Pecan 

—  UDMLIMIES AND Ss 

— PURCHASED EQUIPMENT, MAINTENANCE 

— PRINTING AND REPRODUCTION 

— PURCHASED SERVICES 

— SUPPLIES 

— EQUIPMENT 

— DIFFERENTIATION WAS NOT POSSIDBEyeaL > ELEM hs 
CUT 
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22. IF UTILITIZES WERE CUT, WHICH OF THE FOLLOWING 
EXPENSE ELEMENTS, WITHIN THAT CATEGORY WERE CUT? 


— CIVILIAN PERSONNEL 

— TRAVEL OF PERSONNEL 

— UTILITIES AND RENT 

— PURCHASED EQUIPMENT, MAINTENANCE 

— PRINTING AND REPRODUCTION 

—. PURCHASED SERVICES 

— PsuPrrits 

cee remMeE Ny 

— DIFFERENTIATION WAS NOT POSSIBLE, ALL ELEMENTS 
CUT 


25. IF SUPPORT CATEGORIES WERE CUT, WHICH OF THE 
FOLLOWING EXPENSE ELEMENTS, WITHIN THOSE CATEGORIES WERE 
CUT? 


— CIVILIAN PERSONNEL 
— I!IRAVEL OF PERSONNEL 
— UTILITIES AND RENT 
— PURCHASED EQUIPMENT, MAINTENANCE 
— PRINTING AND REPRODUCTION 
— PURCHASED SERVICES 
Beso PLIES 
— EQUIPMENT 
_— DIFFERENTIATION WAS NOT POSSIBLE, ALL ELEMENTS 
CUT 
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24. IF FUNCTIONAL CATEGORIES/ACTIVITIES WERE REINSTATED 
AFTER BEING CUT OR REDUCED, PLEASE INDICATE IN WHAT ORDER 
THEY WERE RESTORE Iya eee r et ene ene 


—. MISSION OPERATIONS 

— ADMINISTRATION 

— MAINTENANCE OF MATERIAL 

— BASE SERVECES 

— MAINTENANCE OF REAL PROPERTY 
— UTILITY OPERATIONS 

— SUPPORT CATEGORIES 


29. HOW HAS YOUR ACTIVITY'S FINANCIAL PLANNING FUNCTION 
FARED IN THE PACE OF bY—36seuiS7 


—_. A. PLANNING STAFFS HAVE BEEN CUT 

—_—. 5B. PLANNING STAFFS HAVE BEEN INCREASED 

ae. PLANNING STAFFS HAVE NOT BEEN AFFECTED 

—__ D. PLANNING STAFFS HAVE NOT INCREASED, BUT MORE 
RESPONSIBILITY CENTER HEADS ARE NOW INVOLVED IN 
ACTIVE PLANNING 


26. THE FINANCIAL PLANNING STAFF AT YOUR ACTIVITY: 


__ A. |S ADEOOR: 

—___ B. WAS PREVIOUSLY ADEQUATE BUie ey) sel eiie 
CURRENT FISCAL CLIMATE, IS INADEQUATE 

poem © IS ADEQUATE, BUT LIMITED IN ITS ABILITY TO 
CONDUCT FORMAL PROGRAM ANALYSIS NECESSARY TO 
MAKE THE “HARD DECISIONS" NOW REQUIRED 

——_ D. HAS ALWAYS BEEN INADEQUATE 


100 


27. TO WHAT EXTENT HAS YOUR INTERACTION WITH THE 
COMMANDING OFFICER REGARDING FY-86 BUDGET AND PLANNING 
FOR FY-87/88 BEEN AFFECTED BY THE CLIMATE OF DEFICIT 
REDUCTION? 


—__ A. SIGNIFICANTLY INCREASED. 
enna oh INCREASED 

ener OF REMAINED THE SAME 
—_..D. _ @BECREASED 

aera SIGNIFICANTLY DECREASED 


28. TO WHAT EXTENT HAS YOUR LIAISON WITH DEPARTMENT 
HEADS REGARDING FY-86 BUDGET AND PLANNING FOR FY-87/88 
ERG ewe beree oy THE CLMVIATE OF DEFICIT REDUCTION? 


=A. SIGMIMICANTLY INCREASED. 
a= BD. .NGRBASED 

ee C:. REMAINED THE SAME 
aes DECREASED 

pee Se ICANTIQY DECREASED 


29. IN CONSIDERING MEANS TO REDUCE COSTS, NEWLY 
INSTITUTED PROGRAMS WERE. 


aS A CONSIDERED PART OF THE BASE AND EVALUATED ON 
INDIVIDUAL MERITS 
ae ere CU er Orme OLE MORE ESTABLISHED 


PROGRAMS 
aa (, CUT AT THE MARGINS ALONG WITH OTHER PROGRAMS 
Se CG ge eee A 
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30. HAS THE SPECTER OF REDUCED, OR AT LEAST NON- 
INCREASING, OPERATING BUDGETS —__... PLANS FOR CAPITAL 
ACQUISITION/EXPANSION? 


__ A. SIGNIFICANTLY INCREASED 
aw B. INCREAS a) 

i eee, NOT AFFECTED 

—_... D. ” FRBEWeEe 

Since, aaa, SIGNIFICNATLY REDUCED 


31. THOUGH THE FINAL AMOUNT OF THE FY-87 BUDGET IS STILL 
NOT CERTAIN, IT SEEMS EVIDENT THAT TO MEET THE DEFICIT 
REDUCTION TARGETS, DOD WILL RECEIVE LESS THAN REQUESTED 
IN THE PRESIDENT’S BUDGET. WHAT DEGREE OF 
GUIDANCE/PLANNING HAVE BEEN RECEIVED/CARRIED OUT IN VIEW 
OF THE HIGH POTENTIAL FOR FURTHER CUTS IN OPERATING 
BUDGETS? 


GUIDANCE RECEIVED PLANNING CONDUCTED 
—_. Ax “BABS __— As BATBMEIVE 
___— B,. MODERATE —__.. B. MODERATE 
a LIMITED eae: LIMITED 
Se eerie —__._ D. Nene 


32. DO YOU FEEL THE INEVITABLE MMP AGT se eer y —con Wer iClT 
TARGET WAS CONSIDERED IN FORMULATING THE FY-88 BUDGET? 


__ A. YES -- FORMALLY 
(FOR INSTANCE, AS EVIDENCED BY REDUCED CONTROL. 
NUMBERS) 

__B. YES -- INFORMALLY (AS EVIDENCED AT MEETINGS, BY 
TELEPHONE CONVERSATIONS, ETC.) 

____C. YES -- AT LEAST AT THE ACTIVITY LEVEL 

___D. NO -- OR NOT APPARENT 
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33. IF MARGINAL CUTS WERE MADE ON PROGRAMS TO 
ACCOMMODATE THE FY-86 BUDGET REDUCTIONS, CAN ADDITIONAL 
MARGINAL CUTS BE IMPLEMENTED TO MEET ANTICIPATED BUDGET 
REDUCTIONS/LACK OF OPERATING BUDGET GROWTH IN FY-87/887 


meee ES 
eS eee sehr SUI NOT ALL CASES 
eee, ©. NO 


34. IF MARGINAL CUTS WILL NOT SUFFICE TO MEET ANTICIPATED 
FY-87/88 BUDGET LEVELS, WHAT OPTIONS ARE BEING 
CONSIDERED? 


eee ian COS] PROGRAMS WILLBE CUT 

eee oon avo With TOW COS! [CO BENEFIT RATIOS WIEL 
BE CUT 

eee. PROGRAMS NOT MANDATED BY THE ACTIVITY’S 
MISSION WILL BE REDUCED/ELIMINATED 

—__._ D. PERSONNEL INVOLVED IN NON MISSION-ESSENTIAL 
iveke Wiebe CUT 

a_i. OTHER 


35. HOW HAVE THE GRAMM-RUDMAN FY-86 BUDGET CUTS 
AFFECTED THE LEVEL OF YOUR COMMAND'S FINANCIAL 
REPORTING? 





A. 
INCREASED REPORTING WITHIN YOUR ACTIVITY 
ase HAD NO AFFECT ON REPORTING WITHIN YOUR 
ACTIVITY 
So DECREASED REPORTING WITHIN YOUR ACTIVITY 
B. 


INCREASED REPORTING TO HIGHER ECHELONS 

as HAD NO AFFECT ON REPORTING TO HIGHER 
ECHELONS 

——————— DECREASED REPORTING TO HIGHER ECHELONS 





Os 


36. THE AMOUNT OF FINANCIAL GUIDANCE FROM THE 


CLAIMANT/SUB-CLAIMANT LEVEL HAS 


AS A RESULT 


OF THE GRAMM-RUDMAN PROCESS IN GENERAL. 


=, TG 
ene 2 
pameonnan Or, 
anne) 
poner | 2 


INCREASED SIGNIFICANTLY 
INCREASED 

NOT BEEN AFFECTED 
DECREASED 

DECREASED SIGNIFICNATLY 


37. THE LEVEL OF FINANCIAL CONTROL EXERCISED BY THE 


CLAIMANT/SUB-CLAIMANT 


AS A RESULT OF THE 


GRAMM-RUDMAN PROCESS IN GENERAL. 


ee 


mee | 3) 
pees 
ape) 
ae 


INCREASED SIGNIFICANTLY 
INCREASED 

NOT BEEN AFFECTED 
DECREASED 

DECREASED SIGNIFICNATLY 


38. THE LEVEL OF INFORMATION YOU RECEIVED PERTAINING TO 
THE FY-86 GRAMM--RUDMAN CUTS WAS: 


er, 
Babee | on 
Js OD 
ee 
ee 


EACELLENT 
GOOD 
SUREIGIENT 
POOR 
INADEQUATE 


$9. THE TIMELINESS OF THE INFORMATION YOU RECEIVED 
PERTAINING TO THE FY-86 GRAMM-RUDMAN CUTS WAS: 


Seeeaea 
ae 
ae 
Sewer any 1) 
____ ele 


EXGELLENT 
GOOD 
SUFFICIENT 
POOR 
INADEQUATE 
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40. HAS THE OVERALL LEVEL OF BUDGET AWARENESS AT THE 
RESPONSIBILITY CENTERS WITHIN YOUR ACTIVITY _. AS A 
RESULT OF THE GRAMM-RUDMAN? 


—__ A. SIGNIFICANTLY INCREASED 
Bes: Ses INCREASED 

eee STAYED THE SAME 

eee EP Peer oe 

ieee) SIGNIFICANTLY DECREASED 


41. SINCE 04 MARCH, WHILE OPERATING IN A CLIMATE OF 
INCREASED FISCAL AUSTERITY, THE DECISION MAKING PROCESSES 
HAVE: 


_ A CU BECOME MORE DIFFICULT 

—_. B. TAKEN MORE TIME THAN WHEN MONEY WAS NOT AS 
TIGHT | 

ee. NOT BEEN AFFECTED 

ewe BECOME EASIER 

Bete, TAKEN LESS TIME THAN WHEN MONEY WAS NOT AS 
TIGHT | 

eee) Pe BOTH A AND B ABOVE 

ee BOTH D AND E ABOVE 


42. RELIANCE ON "RATIONAL" DECISION MAKING TOOLS SUCH AS 
LINEAR PROGRAMMING, MODELING, AND OTHER MANAGEMENT 
SCIENCE TECHNIQUES HAS ~~ DURING THE PLANNING FOR FY-&6 
CUTS AND FOR UPCOMING BUDGET SUBMISSIONS. 


eee ICR E AED 

Bee OT BEEN AFFECTED 

mene C7 DECREASED 

—__. D. + HAVE NEVER BEEN AND ARE NOT NOW BEING USED 
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43. “IN IMPLEMENTING THE FY-86 CUTS, EMPLOYEE IDEAS FOR 
AREAS WHERE ADDITIONAL COST SAVINGS COULD BE ACHIEVED 
WERE ACTIVELY SOLICIToe 


STRONGLY AGREE 
AGREE 

MILDLY AGREE 

NO OPINION 

MILDLY DISAGREE 
DISAGREE 
STRONGLY DISAGREE 


44. “MORALE AT YOUR ACTIVITY HAS DECREASED DURING THE 
‘GRAMM-RUDMAN ERA.’ ° 


pon 
BONNET 
pone) 
ete 
Lee 
Meee 
ee 


STRONGLY AGREE 
AGREE 

MILDLY AGREE 

NO OPINION 

MILDLY DISAGREE 
DISAGREE 
STRONGLY DISAGREE 


45. OF PARTICULAR INTEREST IN THIS STUDY IS THE DECISION 
MAKING PROCESS DURING PERIODS OF “CUTBACK MANAGEMENT.” 
YOUR COMMENTS ON THE FOLLOWING SUBJECTS WOULD PROVIDE 
KEEN INSIGHT INTO THE PROCESS. PLEASE COMMENT: 


A. ON THE QUALITY/LEVEL/TREND(S) OF THE STRATEGIC 
PLANNING FUNCTION AT YOUR ACTIVITY IN THE FACE OF REDUCED 


RESOURCES 


Be 


CONTRAST THE DECISION MAKING PROCESS DURING 


TIMES OF FISCAL “PLENTY" (FY 82-84) WITH THE CURRENT 


PROGES 5: 
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